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3 0 AUG 1974 


MEMORANDUM FOR: Acting Deputy Director for Administration 


SUBJECT 


The Planning Process 


REFERENCES 


STATINTL 


(a) Multiple Adse Memo dtd 8 Aug 74 fr 

E0-DB/MIS, subject: DD/M§S Planning 
Council 

(b) Memo dtd 16 Aug 74 to DD/M8S fr D/L, 

subjec^^Suggested Agenda Items for 
the Conference 


1. With respect to the increased emphasis on long- term 
planning and the basic concept of a planning mechanism, this 
Office envisions long-range planning (3 to 7 years ahead) as 
essentially an Agency top- management function concerned with fore- 
casting future situations; making estimates concerning these 
situations; going through the processes of identifying issues, 
requirements, and potential dangers; analyzing and evaluating the 
ultimate means for reaching desired goals according to predetermined 
schedules; estimating the funds and resources required to do the 
work; and talcing action in sufficient time to prepare for and cope 
with changing conditions or contingent events. We also envision 
this top-level planning as providing the policies under which the 
individual offices will operate. 

2, At the risk of trying to reinvent the wheel, we would like 
to propose a concept for long-range planning which would employ the 
classic techniques of strategic planning and include the mechanism 
and resources necessary to carry out the complete planning process. 
Our main thrust being to start those who may be involved with the 
planning process to begin thinking of the total concept of planning; 
i.e. , to conceptually have everyone operating on the same basis. 

In this manner we should be able to eliminate the possibility of 
such a planning effort to suffer an early demise as a staff window- 
dressing function as did the Deputy Director for Support 15-Year 
Planning Committee (circa 1965). To this end we shall, therefore, 
address the subjects of the planning mechanism, the human and 
material aspects of planning, strategic planning, and mission 
analysis. 
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SUBJECT i The Planning Process 


3. We shall start with the planning mechanism. As noted 
in paragraph 3 of our Referent (b) submission, we feel that the 
assignment of a group of Office Directors to perform as a Planning 
Council under the chairmanship of the Associate Deputy Director 
for Administration would appear the most effective group to deal 
with broad-based aggregate planning. Although it is a valid 
statistic that top-level management devotes 30 to 33 percent of 
its timo to planning of one kind or another with middle* level 
management using between 22 and 30 percent of its time for the same 
function, we believe the senior Planning Council will require a 
subordinate group of planners. As a rule, high-level planning is 
involved with developing planning methods and factors by which many 
different situations and assumptions can be evaluated. Because of 
the complex step-by-step technique required by high-level strategic 
and mission planning, top management does not have sufficient time 
to concentrate on precise factors in relation to specific items » 
Thus, once policy formulation has been established as a result of 
high-level planning, your subordinate planning group would deal 
with the precise factors and specific items. This does not mean 
that the subordinate group cannot participate in the early on- 
stages of strategic planning. It can, if tasked to, do certain 
things within certain parameters. A good example of a subordinate 
planning group dealing with precise factors would be the recent 

study. Top-level planners had formulated a 
policy-close the depot. The subordinate planners, in dealing with 
precise factors, provided the answers as to the means. Similarly, 
in support of top-level strategic planning, subordinate planners 
have provided proposed options concerned with the future of the 
Logistics asset. This study dealt with the precise 

cost and capability factors required by the strategic planners. 

We would also recommend a planning "secretariat** be established 
to schedule meetings, maintain files, serve as the official recorder 
for top-level and subordinate planning sessions, prepare agenda 
information, and coordinate the actions and input of the subordinate 
planning group where required. Considering past planning efforts 
by subordinate planning groups at the office level * the secretariat 
should also establish a bibliographical reference of all existing 
as well as future plans at all Major planning levels* 


4. We noted that the Planning Council members were drawn 
from the Office of Logistics, the Office of Communications, and 
the Office of Joint Computer Support as being the most complex 
offices within the Directorate. However, as there is a definite 
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SUBJECT; The Planning Process 


relationship between planning and cooperation amongmanagement 

ass-irShs: 

of Security the 0ffic. n Of u Ixalnxng, «*«*• »«£; •***£. 

structive "frictions" and preclude the possibility of opposition 
by an "informal group.” 

5. Most planning emphasis has ^oSess^and 

work? ^WeTlusEavoid^the^tereotype^preoccupation with 

P ”TL°ii?rti?hrplaSSing”roceS 1 S«^se 0 ?h.? S think r of their 

F- 13 1 H&rSa^^s: 5ss2fs^ t 

Mi ss iv 

abilities, over enthusiastic in its sense ox 
confident of its abilities, are beyond or foreign to the 

ahilities’of those who must live with the product and do the day- 
?oiday work." And we must certainly avoid being hung-up on that 

one. 

1* activily C which n is S primarily P concerned with 0 anticipating 
SientfSr confiSencies, making diagnoses, and ^|f| h ™ riate 
courses of action so that an organization will be in the i Best 

would impact J" « 0 ii C y and establishing a Directorate 

top ®;? a S ei J?^ftnir ^Thi^in turn Resulted in forming a "Materiel 

«ent U advised°and °in J 1 Sa?So?’t!“i.SS S any predicted future 
situation arising from this contingency. Long-range policy 
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SUBJECT: The Planning Process 


formulation and strategic planning are closely related. Policy 
is essentially an agreement, however arrived af, by decree or 
by concensus, but preferably by a meeting of minds after , 

examining alternatives, that is concerned with objectives of action 
and the ways and means to achieve those objectives. Policy implies 

an accurate forecast of needs to cope 1 th , f ? 1 * r c * ! * ♦ £ » S nrooar 
capability and authority to act, and the will to act at the Proper 
time. Attachment 1 is a chart graphically describing the explicit 
and implicit elements of policy that unify and permit its 
formation into a course of action. Set forth below are the basic 
elements of strategic planning. 

a. Strategic Analysis: Primarily concerned with forces 
of action with" the term "option" denoting defined courses of 
action which have been subjected to selection procedures ana 
1 udged by competent authority as suitable# In other words* 
a set of studied choices open to the decision makers. 


K 


Suitability: Applying several sets of criteria to 

■ 1 in accordance with policy 

Les and assumptions. 



c. Feasibility: Suitable courses of action subjected 
to feasibil ity studies to rule out those not feasible. 
Feasibility is judged against the following factors: 

(1) Standards or operational requirements. 


(2) Operating environment. 

(3) Restrictions imposed by physical limitations. 

(4) Limitations of resources, i.e., funding, 
personnel, skills, etc. 

Note: All factors should be appraised separately 
and together. 


d. Acceptability: The courses of action judged 
suitable and feasible are subjected to * nft iy**f** 
evaluations to provide basis for ruling out unacceptable 
courses of action. There are four factors involved with 
acceptability. These factors and a chart showing the 
mechanism for the feedback and recycling of selection 
criteria used in the process of ascertaining suitability , 
feasibility, and acceptability are appended as Attachment 2, 


Approved For Release 2001/06/09 : CIA-R|5 p78-i 

ADMINISTRATIVE 




r3 



Approved For Release 200 




SUBJECT: The Planning Process 


fn“MralteJn«?i5«^o d a?ii« ,1 It t the S 3SI|»en?» SiSmSSm- 

acceptable alternatives* 

cept u £ 

32 KK2* and finally what courses of action to take. 

a The concept of strategic planning presented 5 er ® i ” pl *'? s 
primary emphasis on reaching agreements in ® p nnning°operatlon 
agreements are required at each step ^ n b ^®f P descri|tiL of these, 
before proceeding to the next step, a oriei v 

steps is provided by Attachment 4. \ 

9. It should be noted that we have d 'ljkeratelyamitted \ 

systems analysis a. * e ? 1 slag”, 

areas where you have hardware or engineering “®;' 1 <1 ^ fectlven J 35 

Although systemsanalys evaluates is the performance of a 

^S t o; n iis W «mponeS?s e ” 1 o^posed to its strategic effectiveness. 

10. in '°? cl “*^ n i 0 h M;eli« futur^needs, identify 1 important 

planners must be able t° T J*“ timely and appropriate action in,. 

Issues they may face, * nd . 1 ?i“f * l Lp?epa?ed to an absolute \ 

order to keep **V t^tMtegl^pfans Sill fSrnish necessary support 
minimum. Competent strategx p . r_ strategic planning a \ 

and act as guides to management ®f£"*i re J n t “” ov ! de ?he insight Vt 
high degree of diagnostic skill is requireo ap pi lc atlon of 

exceptional^ foresight is also required to determine the constraints, 

the*opportunit^si*any roadblocks, and the^ontlngencies^tha^ may ^ 

^?ig!? H^/can^P « Aid. these 

®«®«lve management instrument 
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SUBJECT: The Planning Process 


We must avoid plowing headlong into strategic planning with 
supreme confidence and find ourselves with that almost-but-not 
auitm charismatic group*” In connection therewith* we believ 
that*thare are certain^pitf alia or oba.a.ion. that mu* to con- 
sidered. and these are listed in Attachment 5. Attachment 6 
provides some basic concepts for mission and strategic planning 


75/ Michael J. Malanick 

Michael J, Malanick 
Director of Logistics 


6 Atts 


Distribution: 

Orig § 1 • Adse 

1 - 0L/P5PS Official 
vd - OL Files 

1 - D/L Chrono, w/o atts 


AEO/OL:] 


|: jw/cts: 3491 (29 Aug 74) 
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and implicit elem ents of policy 


Mission 

Needs 


Future 

Situations] 


Issues 



Strategic 

Options 
- 

Policy 

Agreement 

Course 

of 


Analysis 

t . , 

^ 

Formulation 

■ — — ... 

> 

1 Action 


elements^ n?a™w VeS Tv? r goals ^’ wa ^ s » and "leans are strategic 
elements in planning. These are generally evaluated in a serial 

reflefterby^he^chP^r'K 5 Iowever ’ a coordinate arrangement, as 

clarifv h d i? 2 may be j ud S ed ffi0re suitable. To 

avaiiable^in addf^nl! ^ ? g) V ls r limited or determined by the means 

ailable, m additon, the lack of an explict policy will result in 

thes? C ?aSes°the°what k h firSt 3t the m ® ans P ro P osed or available. In 
of Ichievinn e 1 ' g0t - t0 ' d0 " it " with overshadows the ways 

and the obiecHw! nda or g° als ; a - e -> the manager has no other choice; 
by tie means GWen ^ r^r’ f*- the overa11 strategy are determined 

next ^explore ® nds f? oals ) they wish to accomplish; 

thS meaS ii nr% a me h 5 dS i t0 achieve the goals; then, assess 

available f fUndS and 0ther resources (human and material) 
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THE FOUR ACCEPTABILITY FACTORS 


1. Timing 

2. Contingent Events as Forecasted 

3. Performance of Proposed Means Employed in Different Ways 

4. Gross Cost Estimates 


NOTE: These factors are examined by varying the parameters and 

relating their effects in sensitivity analyses, i.e., a graphic 
charting of the various relationships, sensitivities, and trade 
offs to aid in arriving at judgments of strategic effectiveness 
In strategic analysis assumptions concerning contingent events, 
timing, cost, and performance are employed to a much greater 
extent than in systems analysis, although the techniques are 
similar. In strategic analysis the techniques are used to ex- 
plore boundary conditions, to surface important interfaces, and 
to locate critical trade-offs among the factors involved. The 
payoff from these evaluations is a group of acceptable alter- 
natives or options which are candidates for policy formulation 
and decision. Inappropriate alternatives can be shelved for 
future reference if any need should arise. 
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STEPS U SED TO EVALUATE FEASIBLE ALTERNATIVES 


Courses 

of 

Action 
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STEPS USED TO REACH AGREEMENTS 
IN THE STRATEGIC PLANNING PROCESS 


1. Diagnosis of needs, 

2. Identification and delineation of issues, 

3. Formulation of proposed courses of action to settle the 
issues , 

4. Elimination of inappropriate proposals and retention of 
the suitable, the feasible, and the acceptable, 

5. ; Preparation of the retained alternatives as options for 
1 a policy decision, 

6 . , Agreement concerning the policy, i.e., the objectives, ways 
and means of action, and 

7. Transformation of the policy into a preferred course of 
action as the basis for program and budget planning. 
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PITF ALLS OR OBS ESSIONS TO AVOID 


1. Concentration on physical facilities and programs. 

2. Emphasis on external environment, i.e., technological 
developments, short-deadline demand forecasts, current 
trends, etc. 

3. Blueprinting the future--The art of using planning as a 
device to "fix 1 ’ the future. Basic assumptions and view- 
points become fixed. 

4. Failure to communicate- -People fear a planned change and 
they resist being changed by other people unless they know 
why. 

5. Overestimating the logical appeal of plans and resulting 
programs and underestimating the difficulty of making changes 
at the operating level. 

6. Ignoring the existence of the "informal group," again a lack 
of communications. The informal group (mainly just concerned 
people) has an amazing ability to resist planned changes from 
outside planners. The informal group generally has a conserv- 
ative influence on the planners, more often than not, a 
braking effect. Note: Successful planners pay daily respect 
to the informal group power. 

7. Failure to analyze the talents and abilities of people in 
the organization as well as material resources. This has 
a lot to do with appraisal of tangible abilities such as 
identifying the efficiency minded, those with extraordinary 
skills or "know-how," and those with the ability to make 
decisions. At the same time, an assessement should be made 
of values and aptitudes and characteristics that can be 
classified as intangible assets. 

8. An inability to be flexible and depart from any segment of 
the "master plan" in favor of an alternative strategy. 

9. Regarding policy as the way things are being accomplished, 
i.e., a state of affairs arrived at by muddling through and 
hoping for the best, not by exercise or strategic foresight. 

10. Using contemporay positions as a fixed and inflexible policy 
guide for the future. 

11. Concentration on the idealistic or extreme visionary programs 
not germane to the immediate and practical interests of the 
organization . 


Approved For Releas^2m)1/06/09 : CIA-RDP78-05399A000200070005-3 

mVmsm ATm . W „ L USE QNLr 



Approved For ReleasAia^S^i^^fop^K^I&ij002 S OOo9o005-3 


BASIC MANAGEMENT CONCEPTS FOR MISSION AND STRATEGIC PLANNING 


1. Determination as to what kind of business we are really in 
and how do all of the elements relate to one another. Admittedly 

a mixed bag, and it will not suffice to simply say "services." 

2. Employing available resources in the proper manner, 
especially when changing circumstances or contingencies require 
a change of course. 

3 0 Considering the element of leadtime in planning for 
contingencies far enough ahead to allow enough time for preparation 
and maneuvering. 

4. The identification of possible or probable roadblocks and 
sources of interference which could delay or preclude reaching 
mission goals. 

5. Conceiving a conceptual framework for planning, with a 
platform being the concept of the mission, around which to organize 
and guide systematic information gathering and analysis. 

6. Recognizing that a contemporary position will suffice only 
for short-range procedures with limited capabilities. 

7. Minimizing risks of being caught unprepared by relating 
the mission to estimates of future situations. 

8. Based on the planning process and derived from all of the 
analyses and studies that define the courses of action or options, 
to agree on an appropriate policy, transform it into a preferred 
course of action and march forward. 

9. Considering that when we think of long-range planning, we 
are thinking of those plans which will cover the period from 3 
(preferably 5) to 7 years downstream. 
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